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ABSTRACT
Role Analysis of School Superintendents
in Utah
by
Derwin Don Francom, Doctor of Education
Utah State University, 1980

t·1ajor Professor: Dr. Terrance E. Hatch
Department: Secondary Education

The purpose of the study was to determine how superintendents in
the state of Utah perceived their role as superintendent.
on:

It focused

(1) how superintendents perceived their role as superintendents,

(2) what demands were affecting their role, (3) if superintendents in
different-size school districts perceived their role differently, (4)
how the superintendent-board relationship was viewed by the superintendents, and (5) what the superintendents considered to be the greatest
problems facing them in Utah today .
A survey research design was used to col l ect the data from all 40
superintendents.

For the purposes of analysis, the districts they

represented were divided into three categories based on district size.
Two instruments were used to collect the data .

They were:

(1) the

Superintendent Behavior Questionnaire developed by Raymond Fast (1968),
and (2) a personal data sheet and interview guide.

In addition, three

questions were used to find out how superintendents spent their time.

viii
The information obtained from the questionnaire and personal data
sheet were analyzed in two ways.

First, a one-way ana lysis was done be-

bleen the independent variable (schoo l district size) and the subscores
on the nine dimensions of the Superintendent Behavior Questionnaire.
significant differe nces were found.

No

Second, an item-by-item analysis

was done between the demographic data and the 37 items of the questionnaire using Chi-square crosstabulations.

Only 21 of the 407 crosstabu-

lations were significant at o< = . 05 and above .
It was found that:

(1) superintendents had a positive perception

of their role as superintendent and a positive relationship with the
local boards of education; (2) there was no difference in how superi ntendents in different-size schoo l districts perceived their role; (3)
th-e highest-ranking demands from federa l and state agencies and l ocal
constituencies were paperwork, resolving problems of parents-studentsstaff in terms of patron input and teacher militancy, and handling increasing costs and inflation.
The three highest-ranking problems superintendents stated they were
facing

~1ere:

(1) financial demands in terms of providing more services

on a limited tax base, dealing with inflation, and in creasing energy
costs; (2) time and resources to provide quality education for a growi ng
schoo l population, and teacher problems in terms of teacher militancy,
los s of good teachers to other occupations, and the removal of mediocre
teachers; and (3) the expectations of specia l interest groups.
(96 pages)

CHAPTER I
INTRODUCTION
Within the past ten years, a renewed interest in formal education
at all leve l s has been reflected in national legislation, recent court
decisions, increased attention of university scholars, and in the organization of new business firms designed to enter the educational arena
(Ca mpbell, 1975).

This renewed interest has impacted local school dis-

tricts with many new demands that were formerly non-existent.
the new demands are:

Some of

sex equity, Affirmative Action, All Handicapped

Children's Act, safety in building design and construction , due process
procedures, student transportation, tax limitation, mistrust of public
officials and, presently, the energy crisis.

Knezevich (1975) believes

that new demands upon the local school districts result from changes in
society and that these demands impact upon the school superintendent.
Pressures that stem from the knowledge explosion, the technological revolution, and the socia l and economic ferment in
contemporary society make imperative not only quality preservice education for the successful administration , but also
the generation of a new vehicle dedicated to the continuing
professiona l development of practicing school administrators
(p. 358) .

With such demands or pressures being placed upon them, superinten dents in local school districts have had to re-evaluate their roles and
learn to deal with these new demands.

These new demands and pressures

result in a need for the clarifi cation of the superintendent's role.
Background of the Problem
In the state of Utah there is a lack of a clear role definition for
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superintendents.

In fact, a legal definition of the office of the su-

perintendent of schools in Utah has not been made by the legislature,
other than stating that the superintendent is an officer of the local
board of education, is the budget officer, and that his or her term of
office is two years (School Laws of the State of Utah, School Code 536-11 , 1978)

0

An attempt by the Utah School Boards Association to make a more definitive description of the superintendent's role was made in ABC's of
Boardmanship {1967) in the form of delegated powers.

t1ore recently the

same organization, in the article "The Critical Status of BoardSuperintendent Relations" (Utah School Boards Association Newsletter,
1979), stated that "In order to avoid misunderstandings, every board of
education should develop criteria depicting its 'expectations' of the
superintendent.

Such criteria should include not only age, educational

achievement, and experience, but a list of less tangible items which the
board deems vital to success."

ABC's of Boardmanship (1967) lists 14

items from "integrity of the highest order" to "a willingness to bring
educational issues before the board for evaluation and study."
Researchers have been concerned with the lack of information about
the role of the superintendent, not only in Utah, but in other states as
well.

Rigby (1955), in a dissertation completed at the University of

Utah, considered the status and functions of the district superintendents in Utah.

He explored the emerging concept of democratic school

administration, traced the history of the superintendency, studied the
superintendents' academic training and professional experience in education, and the superintendents' personal and economic status.

Rigby

also made an analysis of the superintendent's administrative functions,
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his role in the instructional program, his relationship to the community, and the basic competencies needed by educational leade rs.

Within

the framework of Rigby's research there was no attempt made to study the
superintende nt's relationship to the building program, supervision, curricu lum, educational personnel or pupil services, nor was his relationship to fi nancial matters considered.

Rigby did suggest that the super-

intendency was becoming a more viable and important position within the
state of Utah.
Two other studies that relate to superintendents in Utah are Bell
(1966) and Williams (1969) .

Bell found that personality in relation to

administrative behavior did not make any difference in the success or
failure of the superi ntendent .

li/illiams recommended that an in-service

program be implemented for Utah's superintendents to help them keep up
with new ideas and demands being placed on them; however, superintendents were not really amenab le to such a program.
On a wider basis Heller (1977), a professor at Loyola University
in Chicago stated, "In reviewing the literature , one finds that little
has been done on the role of the superintendents since the classic study
by Gross and Assoc iates (1958)."

Heller went on to say that "The as-

sumption is that the superintendent's role is becoming increasingly specia li zed and technica l in nature."

Details of his study are given in

Chapter II.
In contrast to Heller ' s statement Monahan, Dean of the College of
Human Reso urces and Education at West Virginia University, as cited in
a study by Schutz ( 1977), stated that research done by Schutz, "Leaders
of Schools," may

~Jell

be the most important study of instructional man-

agement in the last 50 years because of its extensive nature, which
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covered aspects of the personalities of administrators as well as the
roles in which administrators find themse lves.

Some of the relation-

ships descr i bed in Schutz's study were:
1. Admin i strators who rate high on intelligence do very
well on technica l knowledge, both as pr in cipa l s and as super; ntendents.
2. Admi nistrators who are conservative in political outlooks and educational values do very poorly as superintendents, as judged by both staff and board membe rs .
3. Administrators who come from la rge families do well
as superintendents except in large population-cen ter districts.
4. An administrator with many years of teaching experi ence is outsta ndin gly unsuccessful both as principal and as
superintendent.
5. A female administrator is highly regarded as superintendent by her staff (Schutz , 1977, pp. 125- 137).
The study included all leve ls of school administration.
The Problem
Although there i s in formation about the role of superintendents of
schools in literature and research studies (Knezevich, 1975; Campbell ,
1975; Heller , 1977; Schutz, 1977) , there is little information about the
role of superintendents in the state of Utah except for the Rigby (1955)
and Wi lli ams (1969) studies.
The problem i s not pecu lia r to Utah and is more widespread than one
might rea lize.

Knezev ich (1975) indi cated, in reporting McCann 's find-

ings, that only about half the states ' school codes define the relationship between the school board and the superintendent .

With respect to

whether or not a superintendent is an officer of the board, or an employee of the board, the courts in 13 states have declared the superintendent to be an officer of the board, whereas six others have ruled
that he is an employee (Knezevich , 1975).

The problem is a l ack of role
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definition of the office of superin tendent of schools , as establ i shed by
either l egis lative statutes or State Office of Education directives.

In

addition, there is a dearth of information on how superintendents perceive their role.
In Utah neither the state legislature nor the Utah State Office of
Education has attempted to correct this problem by defining what the
role should be.

Thus, each superintendent establis hes his or her own

role as he or she sees fit, regardless of what is written about it in
research.
Presently, it is now known how superintendents perceive the ir
roles.

HcBride (1976) commented, "The basic prob l em with the role of

the superintendent is that it varies from district to district.

The

perception of the role changes with every authority that attempts to establish the ro l e of superinten de ncy" (p. 126).

The purpose of thi s study was to analyze how 40 superintendents in
the state of Utah actually perceived their roles as superintendent and
what they perceived to be the major demands being placed on them.

The

results of the study wi ll provide greater insight into the role of superintendents in the state and wil l reduce the ambiguity surroundi ng
that role.
The focus of the study was :

(l) to determine hov1 superintendents

perceive their role as superintendent, (2) to determine what demands
affected their ro les , (3) to determine if superintendents in differentsize school districts perceive their role differently, and (4) to solicit information about superintendents, as it relates to their systems of
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so cial relationships.
This study is the first in-depth study in Utah to consider the role
of the superintendent of schools as perceived by the superintendents,
and the demands they perceived were impacting on them in today' s \vorl d.
Objectives
The objectives of this study were to:
l.

Find out how superintendents perceived their role with respect

to:

2.

a.

Instructional Leader;

b.

Curriculum Director;

c.

Staff Personnel Administrator;

d.

Pupil Personnel Administrator;

e.

Financial Administrator;

f.

School Plant and Business Manager;

g.

Public Relations Manager;

h.

District Structure and Organization Administrator;

i.

General Planner.

To determine if school district size was related to superinten -

dent role perception of the following:
a.

Instructional Leader;

b.

Curri cul urn Director;

c.

Staff Personnel Administrator;

d.

Pupn Personnel Administrator;

e.

Financial Administrator;

f.

School Plant and Business

g.

Public Relations Manager;

t~anager;
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3.

h.

District Structure and Organization Administrator ;

i.

Genera 1 Planner.

To identify new demands from federal agencies, state agencies,

local boards of education, school patrons, and other segments of society
which affected the superintendent's ro le.
Questions to be Answered
Because of the rapid growth of most school districts in the state
of Utah and the increased demands being made on the local school system
by federal, state, and local sources, the following questions were asked
the superintendents:
1.

What demands are being placed on superintendents by the federal

agencies (including court decisions)?
2.

What demands are being placed on superintendents by the state

agencies?
3.

What demands are being placed on superintendents from the local

board of education and patrons?
4.

From the superintendents' point of view, what is the relation-

ship between the local board of education and the superintendent with
respect to:
a.

Dependency of the local board on the superintendent

for data gathering and data analysis.
b.

How secure the superintendents felt with respect to

their boards.
c.

Ove1·all management and administration of the educa -

tion a 1 program.
d.

In l ight of all the above, determi ne what the super-
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intendents considered to be the greatest problems facing them
today in the state of Utah.
Hypotheses
The following hypotheses were tested.

There wil l be no difference

in how superintendents i n different- size school districts (large, medi um, and small) perceive their role as superintendent with respect to the
following:
1.

Instructi onal Leader;

2.

Curriculum Director;

3.

Staff Personnel Admin i strator;

4.

Pupil Personnel Administrator;

5.

Financia l Administrator;

6.

School Plant and Business Manager;

7.

Public Relations Manager;

8.

District Structure and Organization Administrator;

9.

Genera 1 Pl anner.
Definitions

' Superintendent' in this study refers specifica ll y to the 40 i ndividuals who occupy t he position ( ' position' will be use d t o refe r t o the
location of the superintendent in a system of soc i al re l ationships) of
ch i ef executive officer of the board of education i n the local schoo l
districts in Utah (Gross , 1958, p. 48).
The def i nition of ' ro l e ' will be li mited to :

"A ro l e is a set of

expectations or, in terms of the definition of expectations, it is a set
of evaluative standards applied to an incumbent of a particular posi-
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tion" {Gross, 1958, p. 60).

Gross (1958) defined 'role' as a concept

applicable to any of the various leve l s of rational and situationa l specificity which can be applied to positions.
An ' expectat ion ' is defined as an evaluative standard applied to
the incumbent of a position (Gross, 1958, p. 58).
A ' system of social relationships ' will be described as follows:
The meani ng of location in a system of social relationships is
not, however, entirely self-evident. It is difficult to separate the idea of location from the relationships which define
it. Just as in geometry, a point cannot be located without
describing its relations to other individua l s, the points imply the relationships and the re l ationships imp ly the points.
In a system of social relationships, however, the points acquire labels or identities which may come to have an almost
autonomous significance (Gross, 1958, pp . 48- 49).
Del imitations
The study was delimited to data collected from questionnaires completed by the 40 schoo l superintendents in Utah.

It

~1as

assumed that

the pop ulation of superintendents was norma ll y distributed.

No attempt

was made to stratify the population except on the basis of distr i ct
size.

It was assumed that all superintendents were equa l ly qua l ified to

respond to the questionnaire.

Respondents were asked to signify reac-

t ions on a scale of one to seven to components of the Superintendent Behavior Questionnaire.
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CHAPTER II
REVIEW OF LITERATURE
Historical Development of the Superintendency
The first half of the nineteenth century saw a movement away from
the single-room school toward numerous city-wide school districts which
demanded more time and management than a volunteer board could give to
public service.

The office of the s uperintendent was created to meet

this need.
The initiative in establishing the new office of superintendent was
taken by the Buffalo Common Council on June 9, 1837.

The newly created

office gained popularity, and by 1860 twenty-seven cities or city
schools had established the office of superintendent (Campbell, 1975) .
Since the office of superintendent had been created by the boards
of education, there was no question as to "whose man" the superintendent
He came into being as an agent of the school board faced with per-

was.

plexing educational problems, yet was considered an assistant to the
board.

He was assigned menial school chores or detai l work and was

allowed little opportunity to exhibit professional skills and leadership.

The early superintendent was literally the superintendent of in-

struction and little else.

Even today, after 60 years, the position in

many districts remains immersed in "Administrivia" by choice of the superintendent or through the failure of the board to provide adequate
clerical or professional ass istance (Knezevich, 1975).
Establishment of non-ci ty school districts did not take place until

ll
the twentieth century .

Two conditions appeared to affect the organiza-

tion of schoo l districts in these areas:

first, the acceptance of the

high school as part of the common schoo l system was significant (legal
credence to the high school concept was given by Michigan Supreme Courts
in 1874 in the Kalamazoo Case); second, there was the growth of the suburban communities and the need for the people moving into suburb ia to
secure "good schools."

In this regard, Utah \vas one of the early states

to move toward large, consolidated school districts.

In 1905 , the Utah

legislature passed an optional reorganization law and then, in 1915,
mandated the so-called County Un it Plan of schoo l district organization,
1-1hi ch is still in existence.
As school districts developed, so did t he superintendency.

Accord-

ing to Griffiths {1966), the historical development of the superintendency in the United States falls into three stages:
1.

1837-1910:

The superintendent was essentially instruction-

oriented during this period.
2.

1910-1945:

This period saw the s upe r intendent as essentially a

businessman more interested in the budget than in instruction.
3.

1945-Present:

In this period, the superintendent was viewed as

a professional school administrator.

An AASA (American Association of

School Administrators) committee, chaired by Willard Goslin, undertooK
studies to develop professionalism, improved training programs, and refined standards of selection by school boards, along with others who
1·1ere concerned about educat i ona l administration {Griffiths, 1966, p. 2).
The above dates are not sharp demarcations, but rather arbitrary
estimates of the beginning and end of major trends (Griffi ths , 1966).
Although trends can be depicted, the description of the office of super-

12

intendent is nebulous.
Superintendent's Role Defined by Authors
Legally, the superintendent of schools appears to occupy an ambiguous state (Campbell, 1975).

The office of the - superintendent has, to a

large degree, evolved without much legislative direction.

In states

where the position of superintendent is a constitutional office, however, it is more clearly defined.

Thus, in Florida, the position of

county superintendent of schools is rather well defined in terms of authority, responsibility, and the superintendent's relationship with the
county board of public instruction.
With respect to the superintendents in the state of Utah, the position is not well defined.

For example, the following is found in School

Laws of the State of Utah , 1978:
(AGO):

Local Superintendents of Schools--Legal Employment
Status.

A superintendent of schools of a local board of education is
an officer who may be removed from office for cause as provided in~ 53-6-ll, UCA 1953.
The Utah School Code says:
Superintendent of Schools--Appointment--Qualifications--Term-Salary.
At the first meeting in June of each county board of education
in odd-numbered years, and at the first meeting in June of
each city board of education in even-numbered years, a superintendent of schools for each district shall be appointed by
the boards, who shall be holder of at least a diploma of grammar school grade, sha l l subscribe the constitutional oath of
office, and sha 11 enter upon his dut·i es on the first day of
July thereafter. His term of office sha l l be two years and
until his successor shall be appointed and has qualified. He
shall receive for his services such compensation as the board
may fix and determine (Utah Code Annotated, 1953, 53-6- 11).
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From the above, it can be determined that the superintendents of
local school districts in the state of Utah are officers of their local
boards of education, can be hired, and can be terminated.
section of the code

(s

In another

53-20-1) it refers to the superintendent as also

being the budget officer of the board.

In reference to other relations

with the board, there is little written in the code.
The Utah School Boards Association has tried to be more definitive
in recent years in defining the role of the superintendent.

In ABC's of

Boardmanship (1967), written and published by the Utah School Boards
Association and distributed by the Utah State Office of Education to
ne1vly elected local board members in the state, requirements that a superintendent must meet in order to be a cand·idate for the office of superintendent are suggested.

Among these are:

(1) ".

the Utah State

Boa rd of Education s uggests that every superintendent has a certificate
of school administration;" (2) new candidates must have six years of
formal prescribed university training to qualify for the certificate;
(3) they must have been successful classroom teachers for at least three
years; (4) the superintendent must be responsible to the board of education for the total school program; and (5) the board should delegate
p01ver, authority, and responsibility to the superintendent to act and
then let him redelegate authority and responsibility at his discretion
to provide the staff with means of maintaining effective communication
and fixing responsibility to those assigned.
The power, authority, and responsibilities or duties most commonly
delegated by a board to its superintendents in the state of Utah are:
1. Responsi bi 1 ity for the genera 1 conduct of the
schools ;
2. Supervision over all decisions of the school system
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and responsibility for coordination of the functions of the
schools in the district;
3. Responsibility for the nomination to the board for
employment of all district employees;
4. Supervision and in-service training of the staff;
5. Preparation of the tentative annual budget as prescribed by Utah state law;
6. Care and maintenance of buildings, grounds, and
equipment;
7. Planning for new programs and new facilities (Utah
School Boards Association, 1967, and Utah Board of Education,
1977, pp. 20-21).
t•1orphet, Johns, and Reller (1974) also indicate there are relatively few powers conferred on superintendents and that educators favor
keeping the important function of defining the responsibilities of the
s uperintendent in the hands of the board of education.
Some of the powers, responsibilities, or duties of the superintendent suggested by Morphet, Johns, and Reller are:
l. To serve as chief executive of ficer of the board of
education and thus be responsible for all aspects of the educational service;
2. To provide leadership in the planning, management,
and evaluation of all phases of the educational program;
3. To select and recommend all personnel for appointment
and to guide staff development;
4. To prepare the budget for submission to the board and
to administer it after its adoption by the board;
5. To determine building needs and to administer building programs--construction, operation, and maintenance;
6. To serve as leader of the board, the staff, and the
community in the improvement of the educational system (~1or
phet, Johns, and Reller, 1974, p. 315).
The delegated powers, authority, and responsibilities or duties of
the superintendent defined by the Utah School Boards Association and the
duties suggested by t·lorphet, Johns, and Reller appear to parallel each
other rather closely.

The above three authors go on to say that the

role of superintendent is now more "demanding and formidable" than suggested in the listing of the superintendent's duties.
nis ' consideration of past bureaucratic leadership.

They quote BenBennis states that
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the duties or resPonsibilities involve
four important sets of competencies: (l) knowledge of
large complex human systems; (2) practica l theories of intervening and guiding these systems, theories that encompass
methods for seeding, nurturing, and integrating individuals
and groups; (3) interpersonal competence, particularly the
sens itivity to understand the effects of one ' s own behav ior on
others and how one's own personality shapes his particular
leadership style and value system; and (4) a set of values and
competenc ies which enables one to know when to confront psychological safety so necessary for growth (Morphet, Johns, and
Reller, 1974, p. 316).
It is apparent that Bennis suggests that it is the duty of administrators to understand the organ i za ti on and admi ni strati on of the educa tional process, that they possess the ski ll s of group dynamics, that
they become grounded in philosoph i cal foundations and learning theory,
and that they gain survival skills for both themselves and staff members.
Knezevich (1975) gives further understanding to the superintendency
and its powers, authority, and duties.

He describes the powers, author-

ity, and duties of the superintendent as conta i ning 14 fundamental aspects.

They are:

l . The superintende nt is the ch i ef executive offi cer of
the board .
2. He is responsible for carrying out al l po lici es,
rules, and regu l ations establ i shed by the board. In matte rs
not specifica ll y covered by board po licy , he is to take appropriate action and report the same to the board no later than
the next regular meeting.
3. All i ndiv i dua l s employed by the board are respons ib.le directly or indirectly to the superintendent of schoo l s.
4. The superintendent has the authority to prepare regulations and to give such instruction to school emp loyees as
may be necessary to make the policies of the board effective.
He may delegate responsibilities and assign dut ies . Such delegation an d assignment does not relieve the super intendent of
responsibility for actions of subordinates.
5. Except when matters pertaining to his reemployment
are being considered, the superintendent is to be present at
all meetings of the board and its special committees. He may
be hel d responsible for preparing the agendas for board meet; ngs.
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6. He is responsible for preparing and submitting the
budget to cover school operations.
7. The superintende~t has the authority, within limits
of major appropriations approved by the board, to authorize
and direct all purchases and expenditures.
8. He recommends all candidates for employment. The
board has the authority to reject specific candidates recommended, but personnel finally accepted should be employed only
upon the recommendations of the superintendent.
9. The superintendent formulates and recommends personnel policies necessary to the functioning of the schools.
10. The superintendent provides professional leadership
for the educationa l program of the schools and is responsible
for developing a system of regular reporting.
11. The superintendent is responsible for keeping the
school board informed on all vital matters pertaining to the
school system.
12. He is responsible for the development of a program
of maintenance and improvement or expansion of the buildings
and the site. This includes recommendation for employment and
supervision of all building custodians.
13. He is responsible for formulating and administering
a program for supervision for all schools.
14. The superintendent is responsible for submitting an
annual report on the operation of the school system {Knezevich, 1975, pp . 344-345).
It can be seen that there is agreement among authors of literature
on educational administration regarding the role of superintendents .
However, no definite description of the superintendent's role in supervising school district operations has been made in Utah.
Research on the Superintendency
Because legislatures and boards of education in many states have
been lax in their efforts to define the role of the superintendent in
schools, Knezevich has joined the many authorities who ca ll for recodification of statutes dealing with public education and the definition
therein of the authority and responsibility of the superintendent
(Knezev ich, 1975, p. 344) .
Sandler {1968) felt that in respect to his role, the school super-
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intendent should be able to identify what he is actually doing in carrying out the functions of his position and what he shou ld ideally do in
carrying them out.

Sand l er found that "superi ntendents in l arge school

systems perceived their actua l and i dea l roles to be the same" and "in
smal l schoo l systems, the superintendents perceived their actua l and
ideal ro l es to be different.

In large and sma ll school systems, the su-

perintendents perceived the actua l ro l e of the superintendents to be the
same" (Sandler , 1968, p. 186 ).
Kumagai (1975), in a study about the perception of county superintendents and district superintendents as to the role of the county in termed i ate district superintendent, found that a significant difference
ex i sted between them.

This study found that l arge counties had the low-

est consensus of opinion as to the role and functions of the county su perintendents (Kumagai, 1975, p. 120).

This may or may not be related

to county superintendents with attendance districts because of the servi ce function of this intermed i ate unit.
He ll er , et al . (1977), would agree with Sandler as to the superin tendent identify in g the funct i ons of hi s role, but felt t hat little
research had been conducted on the ro le of superintendents si nce the
classic study by Gross and his associates in 1958.

The findings of the

Gross study , ba sed on the di ffer ence between l arge and smal l formal orgao izations, were :
l. Superintendents in larger formal organizations re f l ected a greater degree of support for incumbents of t echnical and executive posit i ons within their organizations than
those in sma ller forma l organizations .
2. Superintendents in large formal organizations as signed more res po nsib ility to the subordinate than would pos ition incumbents in smaller formal organizati ons.
3. There was no difference in superintendents in large
or small formal or ganizations in rejecting a de viation from
th e establ ished line of authority (Gross, 1958, p. 245).
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Gross (1953) goes on to suggest:
that the conditions under which expectations are learned or
taught and who defines them may be quite variable . . . The
assumption that there is consensus on role definition on the
basis of which socialization takes place is untenable for the
occupational position we studied (Gross, 1958, p. 43).
Heller (1977) felt that the Gross study gave too little attention
to components of the role that dealt with such aspects as professional!zation and decision making.

To overcome the lack of informat ion on the

superintendency and overcome the deficiencies he felt existed in the
Gross study, Heller, et al. (1977), conducted a study of their own.
They did their study on the role of the superintendent in terms of professional ism as it is influenced by formal academic training.

They

found that:
in terms of enrollment size, superintendents of larger districts placed more faith in using empirical research to evaluate curriculum and finance than superintendents of smaller
districts . . . The important point is that superintendents
believe that empirical research is important in evaluating a
varie ty of policy areas (Heller, 1977, p. 117).
In other studies which compare the role perception of the superintendent as perceived by the superintendents and the school board presidents by using the Superintendent Behavior Questionnaire developed by
Fast (1968), some intere sting results have been published.

Casburn

(1975) found that no significant difference existed between the role of
the superintendent as perceived by the superintendent, and as perceived
by the president of the board of education in relationship to district
size.

Sesker (1971) did not study district size, but found that princi-

pals, teachers, and board members perceived the superintendent's role to
be different.

Fast (1968) found that principals and board members per-

ceived the superintendent's role as different than that perceived by the
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superintendents .

Lilley (1975), using the same instrument, found that a

sign ificant difference existed between the perceptions of the role of
the superintendent held by the board president and superintendent.
In a study done by Pitner (1979), it was found that:
~'luch of the activity of superintendents is mundane and never
approaches the lofty ideals of leadership. They spend a considerab le portion of their time talking with insiders about
minor things, making trivial decisions, holding meetings on
unimportant agendas, and responding to the litt l e irritants in
organizational life. l~hile superintendents ~1ere faced with
numerous constraints, they did exercise some control over
their own work; they initiated the majority of their contacts,
created opportunities, and defined long-term commitments.

Similar studies of executives in educational institutions
(Campbe ll and Cunningham, 1958; Helphill and Walberg, 1966;
Cohen and Marc h, 1973) show consistently that their work is
characterized by variety , discontinuity, and brevity; they
make decisio ns with superficial understanding; and their work
is la rge ly verba l in nature (Pitner, 1979 , p. 30).
The role of superintendents is considerab ly different from Pitner's
perspective as an obset·ver from within the or gan ization than it appears
to persons outs ide the organization.

The role of superintendent is not

what it appears to be by superficial observation.
Several years earlier Morphet, along with Schutz, worked on the
problem of how to identify persons with potentia l characteristics to
serve as effective administrators.

While the Pitner study was descrip-

tive, the Schutz study attempted to determine behavioral characteristics
that would pred ict the success of an administrator based upon characteristics of administrative incumbents and the social situation.

Monahan

at Hest Virginia University said, "The study may just be the most important study of instituti onal management in the last 50 years" (Schutz,
1977, p. xi).

The Schutz study appears to have app li cation in the se lection and
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placement of admin istrators genera ll y .

People engaged in the selection

of superintendents are provided tool s to help them with the ir tasks
(Schutz, 1977).

Some of the findings of t he study that relate to dis-

trict size are:
l . Sop histica ted suburbanites seem to loo k down on administrators who profess much liking and respect for people
general ly. Perhaps this atti tude i s seen as insincere because
staff members , the people who know the superintendent best,
are especially negative toward administrators manifesting this
trait. On the other hand, the des ire to be li ked seems to be
a very attractive trait to people in sma ll communities and
population centers. Perhaps it is a homely virtue, in keeping
wi th the mores of such communities. Stereotypes of suburb ia
and small towns were suppo rted by this finding.
2. Sma ll-town principals succeed more if they take an
impersonal, task-o ri ented attitude about the educational situation, while successfu l suburban principals prefer a more personal, l ess disciplinary r el at i ons hip in the schoo l. This may
reflect the greater psychologica l sophistication of suburbia ,
where a more permissive educational philosophy must beespoused. Old-fash ioned values, like s t r i ct regulation of the
classroom and impersonal relations among children, teachers,
and adminis t rators in which everyone "keeps his pl ace," characterize small-town school districts. Superintendents seem to
be able to hold, successfully, values supporting nonconformity
more easi l y than principals.
a . One of t he original hypotheses of this
study was partially confi rmed by this finding. The
ol der child in a l arge family is a more successful
principal in both suburban and sma ll districts and a
more successfu l superintendent in genera l . However,
in population-center districts, adm inistrators from
smal l fami li es seem to do better. The reasons for
this are not clear .
b. This result confirmed an earli er one supporting the stereotype of the small-town district as
adhering to the mo re traditional, conservative values and the suburba n district having a more sophisticated value system. In this case, the stability
of being marri ed is an important factor for sma lltown administrative success , while unmarried administrators may function well in a suburban area.
3. The conservatism of the sma ll town is again supported
in the area of re li gion. The contact theory of prejudice is
supported by the fact that staff members, who know superinten dents bes t, rate those with low-status religions very high.
(The contact theory s tates that prejudice is reduced in people
v1ho have intimate contact with the group that is the target of
prejudice.)
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4. Successful, small - district principals are "proper."
They do what they should, come from a la rge family, get marr i ed, keep their proper place, adhere to one of the more acceptable re ligion s, and do not admit their problems. They are
not "complainers." This contrasts considerably with success fu l suburba n or popu lati on - center principals who tend to be
relatively more liberal and nonconformist (though not necessari ly complainers (Sc hut z, 1979, pp. 113-137).
Schutz ' s study is important because it establishes various criteria
that app ly to the role of the superintendent .

Schutz makes a comment

about one of his criteria for superintendents and public offi cials in
genera l in light of Watergate , the CIA, and t he waning confidence of the
public in public offi cials.

He says ,

Increasingly, the key role of honesty in effective human relations has become appare nt . My observation of th e admi nist ra tive scene, enhanced by more recen t experience , l eads me to
be l ieve that a l arge percentage of admin i strators' problems
would disappear , and a l arge number of administrators ' energies would return, if they made honesty their policy (Sch utz,
1977, p. 145).
The l i st of superintendent duties, responsibi li t i es, etc . , continues to grow, but no direction i s coming from the l egislatures.

In a

most recent artic le pub li shed by the Utah Schoo l Boards Association ,
"honesty and integrity" headed the 1ist of 14 expectation s of the superin tendents (Newsletter, June 1979).

Other crite ria, or "sho uld-be

expectat i ons " of the superintende nts, li sted by the Newsletter were
based on the fact that the operationa l success of the schoo l system is
frequently dependent upon the actions of this one man and the understanding that he and the board have of his role as superi ntendent.

The

News l etter indi cated that failure to understand this role frequently
leads to a school district's disaster.

The expectations enumerated in

the above artic l e are:
1. Integrity of the highest order;
2. Ab i lity to withstand a reasonable amount of intense
pressu re;
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3. Abil i ty to provide firm and definite recommendations
to the board ;
4. An understanding of the pressure to which a lay
board is subjected by the community;
5. Adherence to a code of ethics of a state or national
administrative organization;
6. Wi l lingness and abi li ty to delegate authority;
7. Ability to communicate clearly, both orally and in
writing;
8. High competency in the technical aspects of the position such as finance, busi ness manageme nt, personne l management, and school law;
9. Willingness to give accurate and honest evaluations
of personnel and educational programs of t he schoo l distr i ct;
10. Understanding the ro l e of the board in policy
making;
11 . Ability to be open-minded and to avoid becoming invo l ved i n personalities;
12. Willi ngness to kee p the publ ic informed;
13. Willingness to grow professionally by participation
in workshops and seminars sponsored by his professional organizat ions ;
14. Willingness to bring educat ion issues before the
board for evaluation and study.
This is not a complete l ist of expectations, but some suggested by
the Uta h School Boards Association that are deemed vita l to a superintendent ' s success (Newsletter, June 1979, p. 5).

The office of superin tenden t created in Buffalo, New York, in 1837
has grown to one of importance in the educationa l arena .

The superin -

tendent, for the most part, is not simply a me nia l clerk but a fully
recognized professional.
The superi ntendent ' s role has evolved without much legislative di rection in most states.

Utah is one that has not been given muc h legis-

lative directio n; however, the Utah Schoo l Boards Association and the
State Office of Education are t ry ing to def in e t he superintendent's role
more fu l ly.
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Authorities writing on the superintendent's role today agree that a
more definitive description of the role should be prescribed in an
effort to help him or her become more effective in fulfilling his or her
duties.

The aspects or elements in a composite role of the superinten-

dent that have gained the most acceptance by experts writing on the subject are as follows:
l.

Have responsibility for the general conduct of the schools and

serve as the chief executive of the board of education;
2.

Supervise over all decisions of the school system and coordi-

nate the functions of the schools in the district;
3.

Have the responsibility for the nomination to the board of per-

sons to be employed and guide staff development;
4.

Provide leadership in the planning, management, and evaluation

of all phases of the educational program;
5.

Prepare the tentative annual budget as prescribed by law and

provide direction in the development of policies;
6.

Have responsibility for the care and maintenance of buildings,

grounds, and equipment and the planning and procurement of new sites and
buildings;
7.

Be responsible for the preparation and the agendas for the

board meetings and keeping the board informed on all vital matters .
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CHAPTER II I
DESIGN AND PROCEDURES
A survey research design was used in this study to collect data
about superintendents in Utah.

The collection tools were the Superin -

tendent Behavior Questionnaire and a personal data sheet .

An examina-

tion of the superintendent's appointment calendar was originally intended but, because of incomplete information in the calendars, it was
dropped and three questions were developed.

They were:

1.

What percent of the working day do you spend at desk work?

2.

What percent of the working day do you spend in scheduled meet-

ings; unscheduled meetings?
3.

What percent of the working day do you spend with in-house

personnel, as opposed to out-of-house people?
The questionna ire and personal data sheet were completed during a personal interview with each of the superintendents.

When the interview

was completed, a request to examine the superintendent's appointment
calendar for the past three months was made in order to gain further
information about how he spent his time and to help verify data gained
by the first two instruments.

Appointments with each of the superinten -

dents were made by telephone prior to the interview to save time for
both the superintendent and the researcher.

All interviews were com-

pleted between January 7, 1980 , and February 8, 1980.
Subjects
The subjects for the study

\~ere

all 40 public school di stri ct su-

25
perintendents in Utah.

The subjects were divided into three categories

based upon the district size.

The categories were:

(l) large school

districts , 6,000+ AMA (day schoo l attendance membership average; see
Table l ), 12 districts; (2) medium school districts, l ,500 to 5,999 At1A,
14 districts; and (3) sma ll schoo l districts, 0 to l ,499
tricts.

A~1A ,

14 dis-

The information used to mak-e t he above determinations v1as ob-

tai ned from the 1978-79 State Supported 1·1i n imum School Program:

Budget

Estimates, produced by the External Suppo r t Services, Utah State Office
of Educat ion, Revised 3/26/79 .
To make sure that the confi dential i ty of the subjects was protected, each schoo l distr i ct was ass i gned at ra ndom a number from 101 to
140.

The numbers so assigned were used for purposes of identifying the

school districts during the process of gathering data and were destroyed
after the study was complete.
Measuring Instruments
Two i nstruments were used i n gatheri ng data fo r th i s study.
were:

They

(l) the Superintendent Behavior Questionnaire , and (2) a person al

data sheet and i nterv i ew gu ide.

In add i t i on, three questio ns were use d

to find out how superintendents spent the i r t i me.
The Su per in te ndent Behavior Questi onnai re (devel oped by Fast, 1968)
~1as

selected to gathe r the primary data because it included t he same as -

pects of the superintendent's ro l e this study was concerned 1vi th , it
took a relat i vely short perio d of ti me to comp l ete , i t had been used
successfully in several research studies (Fast, 1968; Sesker , 1971; Casburn, 1975; Lilley, 1975; and

~1cBride,

Table 2 for details on reliability).

1976), and it was reliab l e (see
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Table l
Districts and District Si zes
District
l.
2.
3.
4.
5.
6.
7.
8.
9.
10.
ll.
12 .
13.
14.
15.
16.
17.
18.
19.
20.
21.
22.
23.
24 .
25.
26.
27 .
28.
29.
30 .
31.
32.
33.
34.
35.
36.
37.
38.
39.
40.

**Total AMA

Alpine
Beaver
Box Elder
Cache
Carbon
Daggett
Davis
Duchesne
Emery
Garfie l d
Grand
Granite
Iron
Jordan
Juab
Kane
Millard
Morgan
Nebo
North Sanpete
North Summit
Park City
Piute
Ric h
San Juan
Sevier
South Sanpete
South Summit
Tintic
Tooe l e
Uintah
Wasatch
Washington
Wayne
Weber
Salt Lake
Ogden
Provo
Loga n
Murray

Category

21,446
928
7,710
7,243
4,032
144
34,455
3,112
2,504
820
l, 789
54,858
3,650
39,768
969
990
2,057
l ,326
10,752
l , 399
641
733
345
387
2,710
3,339
l ,624
718
299
6, 240
4, 467
1,915
5, 207
428
18,661
21, 433
10,666
8,91 6
3,275
4,805

**AMA means day school attendance membership average
Ca tego ri es:

10-1,449
1,500- 5,999
6,000+

=3
=

2
l

l
3
l
l
2
3
l
2
2
3
2
l
2
l
3
3
2
3
l
3
3
3
3
3
2
2
2
3
3
l
2
2
2
3
l
l
l
l
2
2
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Table 2
Reliability Coefficients for the Superintendent
Behavior Questionnaire
b

a

Dimension

r

r

xy

tt

. 72
. 65
.6 1
.62
.64
. 71
.50
.43
.79

.80
.68
. 75
.84
.66
.85
.56
. 55
.80

.41
. 35
.48
.62
.64
. 71
. 64
. 58
.38

.67
.51
.70
.82
. 64
.86
.84
.81
.70

Perceptions
Instructional Leadership
Curriculum
Staff Personnel Administration
Pupil Personne l Administration
Financial Administration
School Plant and Business ~1anagement
Public Relations
Administrative Structure and Organization
General Planning
Expectations
Instructional Leadership
Curriculum
Staff Personne l Administration
Pupil Personnel Administration
Financial Administration
School Plant and Business ~1anagement
Public Relations
Administrative Structure and Organization
General Planning

a ; The correlation score for each dimension with its highest intercorrelated dimens ion
b

The Kuder-Richardson formula 21 reliability coefficient (Fast , 1968)
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The questionnaire cons i sted of 37 items covering nine dimensions of
the superintendent's role.

The dimensions were:

1.

Instructional Leadership;

2.

Curriculum;

3.

Staff Personnel Administrat ion;

4.

Pup il Personnel Administration;

5.

Financial Administratio n;

6.

School Plant and Business Manageme nt;

7.

Public Relations;

8.

Administrative Structure and Organizat i on;

9.

Genera 1 Planning .

The instrument required a forced-choice response to each item on a
Likert-type scale of one to seven .

The sca le ranged from one to seven

as fa 11 0\'IS:
1.

Never;

2.

Al most Never;

3.

Seldom;

4.

Occasionally;

5.

Often;

6.

Al most Always;

7.

Always.

A copy of the Superintendent Behavior Questionnaire (Fast , 1958) i s in
Appe ndix A.
The second instrument used in the study was composed of two parts:
(1) a personal data sheet, and (2) an interview guide.
The personal data sheet contained 11 items as follows:
1. The age of the superintendent;

29

2.

The length of time in his present position;

3.

The number of years of experience the superintendent had as

superintendent or princ ipal, and other administrative experience;
4.

The number of years of cla ssroom teaching experience;

5.

The number of non-teaching years of experi ence;

6. His level of education;
7.

Membership in civic organizations;

8.

Membersh ip in professional organizations;

9.

The average number of hours worked per week;

10.

The security the superintendent felt about his reemployment;

ll.

The dependency of the local board on the superintendent for

information gathering and interpretation .
Each of these categories served as a variable to be compared to the
individual items measured by the SBQ (Superintendent Behavior Question Mire) .

The interview guide portion contained s i x questions of a descript i ve nature .

Quest ion (12) asked the superintendent to describe his re-

lationship with the local board of education; (13-15) asked what demands
were being placed on the superintendent by federal agencies, state age ncies, and at the local level respectively; (16) asked about other demands placed on the superintendent, such as those brought about by t he
energy crisis; (17) asked the superintendent to name what he considered
to be the three major problems facing superintendents in Utah today.
In addition, three questions were asked to determine how superintendents spent the ir time.
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Analysis
The SPSS (Statistical Package for the Soc ial Sciences, 2nd edition,
written by Nie, 1975) subprogram ONEl.JAY and su bprogram CROSSTABS integer
mode were used in the analysis of the data.
The subprogram ONEWAY, or one-way analysis of variance, is limited
to problems involving only one independent variable and as many as 20
dependent variables.

Since this study involved only one independent

variable (school district size) and nine dependent variables (subscores
on the nine dimensions of the Superintendent Behavior Quest ionnaire),
the ONEl.JAY analysis with its resulting standard tables was appropriate.
Because nine dependent variables were named, nin e separate ANOVA
summary tables were printed by the compute r.

The nine dependent vari-

ables were subscores on:
l.

Instructional Leadership dimens i on;

2.

Curriculum dimension;

3.

Staff Personnel Administration dimension;

4.

Pupil Personnel Administration dimension;

5.

Financial dimension;

6.

School Plant and Business dimension;

7.

Public

3.

Admin i strative Structure and Organization dimension;

9.

General Planning dimension .

~elations

dimension;

The printout from ONEWAY always included a standard analysis of
variance summary showing sums of squares, degrees of freedom, mean
squares , and the F ratio formed by di vi ding the between-group mean
square by the within-group mean square.

The table also showed the sig-
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nificance of the obtained F ratio (Nie, 1975).

The F ratio was used to

determine whether or not to reject the nine null hypotheses being
tested.
The subprogram CROSSTABS enabled computation of two-way to n-way
joint frequency distribution tables.

The relationship depicted in the

tables summarized a measure of association between any two variables.
The distr ib ution tables, in essence, indicated how strongly the two
variables were re lated to each other.

The integer mode

1~as

se lected be-

cause of its timesaving factor and the greater number of tables it produced in a single pass from the same core storage.
The independent variables were the first 11 items on the interview
guide; i.e.:
1.

The superintendent's age;

2.

Time in present position;

3.

Years of experience as an administrator;

4.

Years of teaching experience;

5.

Years of non-teaching experience;

6.

Leve 1 of education;

7.

Civic organizations;

8.

Professional organizations;

9.

Average number of hours worked per week;

10.

Security with the board;

11.

Board dependency.

The independent variables were crosstabulated with the dependent
variables (the 37 items found in the Superintendent Behavior Questionnaire).

The seven classifications on the Likert-type scale used in the

SBQ were collapsed into three classifications:

1, 2

= 1;

3, 4, 5

= 2;
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an d 6, 7 = 3.

This was done to decrease the number of cells in the

tables and reduce the processing time.
set up as follows:

Crosstabs

For example, the variables were

Variab l es=Ageitem 1 to Item 37/Tab l es

Age By Item 1 to Item 37.
The appropriate tests of significance were made to see if the rela tionships between the variables were statistical ly significant.
The questionnaire and interview guide were submitted to the Computer Center prior to the time of data col lecti on for eva luation and coding so that computer cards could be punched directly from the instrume nts, thus saving both time and money .
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CHAPTER IV
RESULTS
The Problem
In Utah there is a lack of role definition for the office of superintendent of schools established either by legislative statutes or Utah
State Office of Education directives.

Neither the state l egislature nor

the State Office has attempted to correct this problem by defining what
that role should be.

Thus, at present, each superintendent establishes

his own role as he sees fit.

McBride (1976, p. 35) states:

The basic problem with the role of the superintende nt is that
it varies from district to district . The perception of the
role changes with every authority that attempts to establish
the role of the superintendency.
This appears to be the case in Utah.
Objectives , Hypotheses, and Quest ion s to be Answered
The objectives outlined in Chapter I are each discussed in turn.
Objective One
Find out how superintendents perceive their role with respect to:
1.

Instructiona l Leader;

2.

Curricu lum Director;

3.

Staff Personne l Admin i strator;

4.

Pupi l Personnel Administrator;

5.

Financial Administrator;

6.

School Plant and Business Manager;
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7.

Public Relatio ns Manager;

8.

District Structure and Organization Administrator;

9.

General Planner.

With respect to the first objective, the superintendents had positive responses to the various aspects of their role as superintendent
(see Table 3).
The data in Table 3 summarizes superintendents exhibited administrative behaviors in the following ways:
1.

Instructional Leadership, Often;

2.

Curri culum Direction, Occasionally to Often;

3.

Staff Personnel Administration, Often;

4.

Pupil Personnel Administration, Often;

5.

Financial Administration, Occasionally to Often;

6.

School Plant and Business Management, Almost Always;

7.

Pub 1i c Re 1a ti ons

8.

Administrative Structure and Organization Management, Often;

9.

General Planning, Almost Always.

t~anagement,

Often;

Objective Two and Hypotheses
In determining if school district size was related to superintendent role perception, the following hypotheses were tested .

There is

no difference i n how superintendents in different-size school districts
(large, med ium, and small) perceive their role as superintendent with
respect to the following:
1.

Instructional Leader;

2.

Cun·iculum Di rector;

3.

Staff Personnel Administrator;
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4.

Pupil Personnel Administrator;

5.

Financial Administrator;

6.

School Plant and Business

7.

Public Relations Manager;

8.

District Structure and Organization Administrator;

9.

General Planner.

r~anager;

Table 3
Superintendents' Perception of How Often They Exhibited
the Followinq Administrative Behaviors
Sum of All Possible Responses

Almost
Never

Aspects of Role

Never

Instr uctional
leader

Occasiona1ly

Almost
Always

Often

Ah1ays

5.4
5.4

X

4.6

Curriculum

4.6

Director

Staff Personnel
Administrator

X

5.3
5. 3

Pupi 1 Personnel
Administrator

X

4.9
4. 9

Financial
Administrator

4. 7

Schoo 1 P1 ant &
Bus . l·~anager

6.1

X

4. 7
X

6.1

Public Relations
l·tane.ger

Admin. Structure
& Organiza tion

Seldom

Mean*

.X

5.4
5.4

X

4.7
==

4. 7

~

5. 9

X

5.9
Genera 1 Planner

X.

*In order for the means to be comparable, the means derived from each category were
divided by the number of questions in each category .

The ONEWAY from the SPSS (Nie, 1975), or one-way analysis of vari ance, was done between the independent variable (district size) and the
nine dependent variables :
l.

Instructional Leader;
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2.

Curriculum Director;

3.

Staff Personne l Administrator;

4.

Pupil Personne l Administrator;

5.

Financial Administrator;

6.

Schoo l Plant and Business Manager;

7.

Public Relations Manager;

8.

District Structure and Organization Administrator;

9.

Genera l Planner.

With 100% of the superintendents responding to the questionnaire, there
were no significant differences found between the independent variable
and the nine dependent variables.

Since there were no significant dif-

ferences between schoo l district size and the nine dependent variables,
all nine null hypotheses were retained (see Table 4).
Objective Three, Demands, and
Questions to be Answered
In the introductory chapter , four questions were posed.

Three re-

lated directly to Objective Three {identifying new demands) and one addressed superintendent-board relations and problems facing superinten dents in the state.
1.

The questions were:

What demands are being placed on superintendents by the federal

agencies (including court dec i sions)?
2.

What dema nds are being placed on superintendents by the state

agencies?
3.

What demands are being placed on superintendents by the l oca l

boards of education and patrons?
4.

From the superintendents ' point of view, what is the relation-
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ship between the local boards of education and the superintendents with
respect to:
a.

Dependency of the local board on the superinten-

dent for data gathering and data ana lysis.
b.

How secure the superintendents feel with respect

to their boards.
c.

Overall management and administration of the

educational program.
d.

In light of all the above, determine what the

superintendents consider to be the greatest problems fac ing them today in the state of Utah.
Federal demands.

In answering the first question posed, that of

federal demands being placed on the superintendents, the superintendents
stated the number one demand was ever-increasing paperwork.
four (85%) of the superintendents identified this demand.

ThirtyThe demands,

they said, were coming in the form of reports for the growing number of
federal agencies and the audits to which they were subjected (see Table
5).

The agencies mentioned as the cause of these demands were:

the

Occupation, Safety, and Health Administration; the Office of Civil
Rights; the Department of Agriculture ' s school lunch program; and the
Department of Education with its programs in special education, with the
corresponding All Handicapped programs.

Sex equ ity regulations were a

problem to some of the superintendents .
The second-ranking federal demands identified by six (15%) of the
superintendents were:
l.

The increased cost of administering the increasing papenvo1·k

without the funding to hire more personnel to handle it, an example
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Table 4
One-Way Ana lysis of Variance of School Size with Nine
Dependent Variab l es (Administrative Behaviors)
df

MSBa

Instructional
Leadership

2

10.8238

Curriculum

2

Staff Personne l
Administration

MSWb

F Ratio

F Prob

8.3230

l. 300 NS

0.2846

5.1661

4.1 795

1.236 NS

0.3023

2

5.4560

13.2159

0.413 NS

0.6648

Pupil Personnel
Administration

2

25.0327

25.5489

0.980 NS

0. 3849

Financial Administration

2

3.8845

6.9225

0.561 NS

0.5753

School Pl ant and
Business Ma nagemen t

2

30.6899

16.6377

1. 845 NS

0.1723

Public Relations

2

7. 3185

4. 3443

1.685 NS

0.1194

Administrat ive Structure
and Organization

2

3. 9024

5.7864

0. 674 NS

0.5156

Genera l Planning

2

0. 7345

0.7603

0.966 NS

0.3900

Dependent Variables

t-tSBa

mean square between groups

t1SWb

mean square within groups
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being the increased number of times social security has to be reported
per year .
ports .

It has been increased from quarterly reports to monthly re-

One superintendent said he had to hire another person just to do

socia l security reports and received no money from the federal govern ment to pay the new employee.
2.

The feeling that the federal agenc ies are increasing their con-

trol of state and local l eve ls of government.

It was noted that not one

superintendent mentioned anything about federa l or state court decisions
that affect education.

(For i nformat i on on other demands, see Table 5.)
Table 5

Federal Demands i n Ranked Order
Ranking

Number of
Responses
34

2

6

2

6

3

4

4

2

4
5
5
5
5

2

1
1
1
1

State demands .

Demands
Paperwork in the form of reports, red tape,
audits, civil rights surveys, school lun ch
reports, etc., that take the time of the superintenden t
Increasing costs to carry out required regulations with no increased funding
Federal government exercising too much control
at the state and 1oca 1 1eve 1s of government
Federal policies that are unreasonable, restrictive, and are third party ideas
Federa l agencies do not understand rural areas;
the programs have been designed for urban areas
Had no problems with federal demands
Attending meeting called by federa l agencies
Good feelings about special education
Withdrawal of PL 874 caused budget problems
Eliminate federa l programs

In answer to the second quest i on (demands i mposed

by state agencies), the number one demand identified was the same as the
first-ranking federal demand:

too much paperwork without the funding to
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compensate the districts for the increased costs of comp lia nce .
ei gh t (70%) of the superintendents identi fied th is problem.

Twenty-

The second-

ranking comment identified by fourteen (35%) of the superintendents was
that the Utah State Office of Education was a good source of help and
that they had a positive relationship with the State Office.

The third-

ranking problem identified by eight (20%) of the superintendents was
that the state agencies were interfering with local board autonomy.
(For the other rankings, see Table 6.)
Table 6
State Demands in Ranked Order
Ranking

Number of
Responses
28

2

14

3
4
5
6

7
7
7

8
5
4
3
2
2
2

8

l

Local demands.

Demands
Paperwork in the form of audits, regulations,
various forms, individual educational programs,
work experience without providing funding for
extra costs
State Office is a good resource, and there exists
a positive relationship
Std te interfering vii th local autonomy
Meetings for both superintendents and teachers
Over-runs on transportation
Competency-based education- -the state should help
No equalization of capital outlay
Build in g demands are not reasonable
Compl i ance with everything
State Office or i ented toward special interest
groups

The third question was:

"What demands are being

placed on superintendents by the local boards of education and patrons?"
At this level, the demands reported were more diffused.

Half of the su-

perintendents identified as the number one demand the problem of resolving difficulties with parents, students, and staff .

They felt that pa-
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tra ns were demanding and getting more input into t he education program,
and that teachers were becoming more militant in their dema nds for input
in to the education program and for salary increases .
The second-ranking demands identified by one of every five superintendents were:
1.

Superintendents are expected to be members of too many commu-

nity and/or special interest groups.

(This is interesting in light of

the fact that 12 superintendents did not belong to any civic organiza tions at all, 25 belonged to one or two civic organizations, and on ly
three of them belonged to three or more civic organizations .

They ap-

parently feel a real demand, even though they do not belong to an exces sive number of organizations.)
2.

There is a public demand for better communications and coordi -

nation with other community agencies.
3.

The thi rd demand i denti fi ed 1·1as that of more accountabi 1i ty

from the sc ho ol system .

(See Table 7 for other demands .)

Energy-related demands.

Other demands impinging on the superinten-

dents come mostly from energy-related difficulties which everyone is
facing today.

First, sixteen (40%) of the superi ntenden t s stated that

increasing cost of fuel, building materia ls, maintenance parts, and inflation are the number one demands .

Second, because of increasing costs

and with li mitations on ava il ab l e money, proper budgeting becomes very
i mportant .

The third demand i s making building construction and use

more energy- or cost-effi cient.

t1any superintenden ts say they have

taken measures that are now saving the distr·icts money.
heating cost

•t~as

One district's

reported to be the same as it was five years ago , even

though the price of natural gas and hea t ing oil has more than tripled in
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cos t.

(Other demands are shown in Tabl e 8. )
Table
Local Demands in Ranked Order

Ranking

Number of
Responses
20

2

8

2

8

3
4
5
6
7
7

7
6
5
4
3
3
3
2

7

8
9

1
1
1

9
9
9

1

9

1

Demands
Resolving problems of parents, students, and
staff in terms of more patron input and teacher
mi 1i tancy
Superintendent expected to be a member of community groups and/or special interest groups
Coordinating programs with other agencies, and
better communications
More accountability in terms of discipline
Expressed they had no pressures
Expected to be at extracurricular activities
Special programs
Busing ( transportation)
Planning
Curriculum and instructional improvement
Superintendent-board relationships
Use of facilities
Preparing for energy impact
More time
Single salary schedules
Consolidation problems

Superi ntendent and Local Board
Re 1a t ·ions
In answer to part a, question four, dependency of the board on the
superintendent, seven (17 . 5%) of the superintendents indicated that the
board was totally dependent on them; twenty-nine (72.5%) indicated that
the board was almost always dependent on them; and four (10%) indicated
that the board was somewhat dependent on them for information gathering
and analys i s .
In answer to part b, how secure the superintendents felt about
their reempl oyment by the board, twenty-three (57.5%) responded th at
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they were very secure; thirteen (32.5%) responded that they were secure;
and four (10%) said they were fairly secure.
Table 3
Energy Demands in Ranked Order
Ra nking

Number of
Responses
16

2

ll

3

3

4

7

5

4

6
6

3
3

7
8

l

8
8

2

Demands
Increased cos t of fu el , materials, maintenance
parts, and infl ation (The superintendents feel
the state needs to provide more funding to meet
these demands.)
Proper budgeting
Making buil dings energy-efficient (management)
Controls on busing and housing
Conserving energy in terms of overall program
Trave l for extracurricul ar activities
More fu nding
No demands are be ing ma de
Supp lies of fuel (Most su pe rintenden ts feel they
can get adequate fuel if they are willing to
pay for it.)
Tax inc rease resistance
Prioritizing programs

Overall manageme nt and administration of the educationa l program,
part c, was respo nded to by thirty-five (87.5 %) of the superintendents
stating that they had an excellent-to-good relationship with their respective boards of education.

They also stated that the board and the

superintendent had a good understanding of their respective roles.
The boards were the policy makers, and the superintendents were:
(l) the executive officers of the board, (2) agenda-setters, and (3)
given full control of administering the schools of the district.

Three

(7.5%) perceived they had a fair relationship with the local board and
two (5%) felt they had a questionable relationship because the respective ro l es of the board and superintendent were not defi ned , nor under-
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stoo d, by the board members and there was an indication that the board
membe rs wanted to involve themselves

~lit h

t he administrative aspects of

runn ing the schoo l district.
In answering part d, each superintendent was asked to name what he
considered to be the three greatest problems facing superintendents in
the state of Utah today.

A composite was made and is recorded in Table

9.

Table 9
Rank Order of Composite Responses to the Question, "Name What
You Consider to be the Three Greatest Problems Facing
Superintendents in the State of Utah Today."
Ranking

Number of
Responses
37

2

20

2

20

3
4

14
10

5

5

6

4

7
8
8
8
8

2
1
1
1
1

Problems
Financial demands in terms of providing more services on a limited tax base, dealing with inflation, and increasing energy costs
Time and resources to provide a quality education
for a growing school population
Teacher problems in terms of teacher militancy,
l oss of good teachers to other occupations, and
the removal of mediocre teachers
The expectations of special interest groups
The l oss of pub l ic confidence in public education
Problems with students in terms of their changing
attitudes toward school, keeping them in attendance, and compulsory attendance
Defining the respective roles of the board and
the superintendent
Political problems with the state
Coordinating agencies in the local area
Health pressures on the superintendent
Keeping current with educational trends
Lack of unity among the superintendents

According to the superintendents, the t hree top-ranking problems
they are facing in Utah are:
1.

Financial demands that include providing more and more services
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on a l imited tax base, dealing with inflation as they relate t o these
demands, and the ever-i ncreasing cost of energy . Thirty- seven (92.5%)
of the superintendents made statements relative to this problem.
2.

Time and resources to provide a quality education for a growing

student population.

One-half of the superintendents made comments about

this.
3.

Teacher militancy, loss of good teachers to other occupations,

and the removal of mediocre teachers from their respective districts
were ranked with the problem above, with one-hal f of the superintendents
commenting.

(See Table 9 for a summary of these resp onses .)

The rapid growth of some school districts has had its impact.

It

appears, however, that the superintendents are generally coping with the
problem well.
Association of Demographic Data with Each Item
of the Superintendent Behavior Questionnaire
An item-by-item analysis was done using crosstabulations from the
SPSS Program (Nie, 1975) to get a measure of how strongly the independent variables (demographic information fro m the personal data sheet)
and the dependent variables (the 37 questions in the Superintendent Behavior Questionnaire, SBQ) are related to each other.
sheet consisted of the following information:
l.

Age;

2.

Time in present position;

3.

Years of experience as an administrator;

4.

Years of teaching experience;
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Years of non-teaching experience;

The personal data
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6.

Level of education attained;

7.

Civic organizations belonged to;

8.

Professional organizations belonged to;

9.

Average number of hours worked per week;

10.

Reemployment security;

ll.

Dependency of the board on the superintendent for information.

The personal data sheet took district si ze into consideration.

See the

SBQ in Appendix B for the 37 questions that were crosstabu l ated with the
demographics.

In all, over 400 tab l es were computed , with onl y 21 of

these tables showin g significance at the .05 level and above.
noted that this is t he chance level.

It is

The follovling tables, with a cor-

responding brief explanation, in dicate wh i ch variables had a strong association between them.

The Chi-square value and significance level

wi ll be found at the bottom of each t able .
It might be noted that, although all the data in Tables 10 through
19 is significant at the .03 l evel and above, the researcher is aware

that there probably is not a cause and effect relat i onship.

It can be

assumed that some other unknown variable or variab l es could be responsible for the associations that exist betv1een the variables tested in the
item- by-i tem ana lys i s.

Tables 20 to 30 , significant at .05 and above,

have been pl aced i n Appendix C for the readers' perusal.

These tab l es

also may contai n spurious in format ion .
The data in Table 10 i ndicate the ol der superin tendents do not feel
it is important to see that teachers are formally evaluated once a year .
Of the three superi nte ndents over the age of 60, each of them sees that
an occasiona l eval uation i s do ne .

Of the other 37 super intendents , four

almost never evaluate teachers once each year, five do so on occasion,
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and 28 see that a yearly evaluation is completed.
Table 10
Yearly Formal Evaluation of Teachers Crosstabulated
with Superintendents' Age
~

Behavior

30-39

40-49

Al most Never

50-59

60 and Over

Total

2

0

4

4

3

8

Occasionally

0

Almost Always

3

14

11

0

28

Total

4

16

17

3

40

x2

Si gnificance

= 16.38 with 6 degrees of freedom
Cramer's V = 0.45

0.01

The data in Table ll in dicate that the less non-teaching experience
a superintendent has, the more willing he i s to have t he staff invo lved
with instructional changes within the distr i ct.

This information ap-

pears to have some correlation with what Schutz (1979) found in his
study.

An administrator with many years of teaching experience is out-

standing ly unsuccessful both as principal and as superintendent .
Table 12 indicates that the more civic organizations a superi ntendent belongs to, the more prone he is to keep up with his profession in
the areas of reading profess i ona l li terature and doing research on his
own.

It appears that 33 of the superintendents make the effort occa-

si onally and five always make the effort.

The kind of person who joins

organizations is more outgoing and, thus, gets involved i n professional
improvement.
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Table 11
Non-Involvement of Staff in Instructional Changes Crosstabulated
with Superintendents' Non-Teaching Experience
Number of Years of Non- Teaching Experience
Total
10-1 2
4-6
7- 9

Behavior

0-3

A1mast Never

21

13

2

0

36

Occas i ana lly

0

2

0

2

4

21

15

2

2

40

Significance

0.0001

Total

x2 = 20.74 with 3 degrees of freedom
Cramer 's V = 0.72

Table 12
Superintendents' Professional Improvement Crosstabulated
with the Number of Civic Organizations to
Which Superintendents Belong
Number of Organizations
1-2
3- 4

Total

Behavior

0

Almost Never

0

Occasionally

12

21

0

33

Almost Always

0

3

2

5

12

25

3

40

Total

x2 = 16 .94 with 4 degrees of freedom
Cramer's V = 0.46

2

Significance

0.002
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The data in Table 13 s how that 31, approximately three out of four,
superin tendents are almost always making the attempt to hire th e best
non-professional staff, but those belonging to no civic organizations
make slightly more effort to see that this is done than those belonging
to one or two organizations.
Table 13
Superintendents ' Hiring of Best Non-Professional Staff Crosstabulated
with the Number of Civic Organizations to
Which Superintendents Belong
Number of Organizations
1-2
3-4

Total

Behavior

0

A1most Never

0

0

Occasionally

2

6

0

8

Almost Always

10

19

2

31

Total

12

25

3

40

x2 = 13.31 with 4 degrees of freedom
Cramer ' s V 0 . 41

Si gni fi cance

0. 01

There is an indicati on i n Table 14 that as the leve l of the superintendents ' education increases, the more the superintendents take local
values into consideration when hiring teachers.

Of the 30 individuals

with an education specia l ist degree or a doctor's degree , over one-half
of them always take l ocal values into consideration, while only one out
of nine with a master's degree does.

Th i s could be due to the fact that

the peop l e i n the districts may be conservative in the i r philosophy of
life and the superintendents with higher degrees may be more sensitive
to their fee l i ngs.
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Table 14
Superintendents' Consideration of Local Values in Hiring
Crosstabulated with Their Level of Education

Behavior

t1A/t1S

Almost Never

0

Occasionally

0

Le vel of Education
Doctorate
MA/MS + 30
Ed Sp

Total
9

4

12

3

14

19

5

25

40

7

Almost Always
Total

9

x2 = 13. 68 with 6 degrees of freedom
Cramer's V = 0.41

Significance

0.03

It appears from an analys i s of the data in Table 15 that there is
an association between the number of ci vic organizations the superintendents belong to and not over- budgeting in anticipation of cuts.

Of the

three who belong to more than three organizations, two over- budget occasionally.
Tab le 15
Superi ntendents ' Over- Budgeting Crosstabulated
with Number of Civic Organizat i ons to
Which Superintendents Be long
Number of Orga nizations
1-2
3-4

Total

Behav i or

0

Almost Never

12

Occasiona ll y

_o_

4

2

6

12

25

3

40

Total

x2 = 8.42 with 2 degrees of freedom
Cramer's V = 0.46

34

21

Significance

0. 01
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Supet'intendents who belong to two or less civic organizations appear to be pro viding (a lmost always ) adeq uate student transportation.
In fact, 35 of the superintendents belong to this category, as shown in
Table 16.
Table 16
Providing Adequate Student Transportation Crosstabulated
with the Number of Civic Organizations to
Which Superintendents Belong

Behavior

0

Almost Never

0

Number of Organizations
l -2
3-4

Total

0

Occasionally

3

Almost Always

ll

24

Total

12

25

x2 = 16.6 with 4 degrees of freedom
Cramer's v = 0.46

36
3

40

Significance

0.002

The data in Table 17 disclose that most of the superintendents are
providing adequate student transportation, except for one outlying district.
Most of the superintendents have their offices open to the public,
but as their level of education increases, it appears, so does the community's access to the superintendents' offices.
in Table 18.

This summary appears

Thirty-six of the 40 superintendents almost

ah~ays

have

their offices open, and four occasionally do .
Hhen the superintendents' taking a neutral stand is crosstabulated
with the number of civic organizations superintendents belong to, those
who belong to two or less organizations are less neutral than those who
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Tab l e 17
Providing Adequate Student Transportation Crosstabulated
with the Boards' Dependence on the Superintendents
for Data Collection
Dependence
Almost Always
Somewhat

Behavior

Totally

Almost Never

0

Occasionally

3

0

0

3

Almost Always

4

28

4

36

Total

7

29

4

40

Significance

0.004

Total

0

x2 = 15.54 with 4 degrees of freedom
Cramer's V = 0.44

Table 18
Superintendents Keeping Their Offices Open to all Community Members
Crosstabulated with Their Level of Education

Behavior

MA/MS

Level of Education
Doctorate
MAIMS + 30
Ed Sp
0

2

4

8

5

23

36

9

5

25

40

Occasionally
Almost Alv1ays
Total

0

Total

x2 = 9.68 with 3 degrees of freedom
Cramer's V = 0.49

Significance

0. 02
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belong to three or more civic organizations.

These data are shown in

Tab le 19.
Table 19
Superintendents' Always Taking a Neutral Stand Crosstabulated
with the Number of Civic Organizations to
Which Superintendents Belong
Number of Organizations
Behavior

0

l -2

Almost Never

4

6

Occasionally

7

19

0

26

0

2

3

25

3

40

Almost Always
Total

12

x2 = 18.69 with 4 degrees of freedom
Contingency Coefficient = 0.56

Total

3- 4

ll

Significance

0. 0009

For other tables that were significant but not discussed, see Ap penctix C, page 80.
The Superintendents ' Perception of How They Soend Their Time
The superintendent's appointment calendar as a third source of data
turned out to be of little value in obta i ning verifying information be cause some of the superintendents were rel uctant to let the researcher
see their calendars and many of the calendars were incomplete.

In l ieu

of this, the following three quest i ons were asked each superintendent:
l.

How much time he perceived he spent at desk work.

2.

How much time he perceived he spent in scheduled meetings and

unscheduled meetings.
3.

How much time the superintendent spent with in-house personnel
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( those emp l oyed by th e district or attendi ng school in the di stri ct ) and
ou t - of- house people ( i. e ., sta t e offi ci al s , sa l esmen , etc. ).
In answer t o the three que stions above , t he following was r evealed:
1.

Superintendents spend 44. 8% of their ti me at desk work.

The

r ange of time spent at desk work was from 10 to 75 % of their time.
2.

They spend about one-fourth of their time in scheduled meetings

and 22% of their time in unscheduled meetings.

The ranges were from

five to 45 % for scheduled meetings and five to 70% for unscheduled meetings.
3.

They spend 71.67% of a 100% day with in-house personnel and

28 . 33% of that 100% day with out-of-house people.

The time spent

1~ith

in-house personnel ranged from 40 to 95%, and time spent with out-ofhouse people ranged from five to 60%.
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CHAPTER V
SUHI1ARY OF FINDINGS, CONCLUSIONS , AND

RECOM~1ENDATION S

The Purpose of the Study
The purpose of the study was to determine how school superinten dents in Utah perceived thei r role as superintendent in deference to the
problem of a lack of role definition for the office of superintendent.
The study focused on:

(1)

how superintendents perceived their role

as superintendent, (2) what demands \vere affecting their role, (3) if
superintendents in different-size schoo l districts perceived their role
differently, (4) what determined how the superintendent/board relation ship was viewed by the superintendent, and (5) \vhat the superintendents
considered to be the gr eatest problems facing them in the state of Utah
today.
Design and Procedures
A survey research design was used i n this study of all 40 superin tenden t s i n Utah.

The superintendents (subjects) were divided into

three categories based on district size.

There were 12 large-size

schoo l districts, 14 medium-size sc hoo l districts, and 14 small - size
school dist1· i cts.

The randomized code to protect the confidenti ality of

the respondents has been destroyed .
Instruments
Two instr uments were used to gathe r the data.

They were:

( 1) the
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Su perintendent Behavior Questionnaire, and (2) a personal data sheet and
i nt ervi ew guide .

In addition, three questions were asked to determine

how superi ntendents spent their ti me .

The questionnaire consisted of 37

items covering ni ne dimensions of the superintendent ' s role.

There-

sponses

The second

~1ere

given on a Likert-type scale from one to seven.

instrument, the personal data sheet and interview guide, contained 11
demograph i c items and six questions about the demands being pl aced on
the superintendents and the prob lems facing them.

The three quest i ons

about the superintendents' calendars were brief because some of the superintendents di d not keep a comp l ete appointment calendar and accurate
data could not be obtained.
The three questions that were deve l oped were:
1.

What percent of the working day do you spend at desk work?

2.

What percent of the working day do you spend in schedu 1ed meetUnscheduled mee tings ?

ings?
3.

What percent of each working day do you spend

1~ith

in-house

personnel , as opposed to out-of-house people?
The superintendents perceived that they spe nt:
1.

Forty-four and eight- tenths percent of their time at desk work.

It ranged from 75 to 10%.
2.

Twenty-three and one-half percent of their time in scheduled

meet i ngs and 22% in unscheduled meetings.
3.

An average of 71.67% of their day with in-house personnel and

28 . 33% with out- of- house peop l e.
Anal ysis
To analyze the data obta ined from the questionnaire and personal
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data sheet a subprogram ONnJAY, or one-way analysis of variance, was
us ed.

The independent variable, school district size, and nine depen -

dent variables (subscores on the nine dimensions of the SBQ) were compared.

The resulting F ratio from the printout was used to determine

whether or not to retain the null hy po theses.
The subprogram CROSSTABS in the integer mode was used to do an
item-by-item analysis of the demographic data in the personal data sheet
and the 37 i tems i n the questionnaire.

The relationship depicted in the

Crosstab Tables summarized the measure of association between any two of
the variables.

The seven classifications of the Likert-type sca l e of

the questionnaire were collapsed into three classifications to decrease
the number of cells in the tables .

The appropriate tests of signifi -

cance v1ere made to determine i f the rel a ti onshi ps betv1een the var·i ab l es
were stat istically significant.
The data obtained from the open-ended questions in the interview
guide were compiled into tables that ranked the demands superintendents
perceived were being pl aced on them.

The greatest problems facing su-

perintendents were also ranked.
Findings
l.

The analysis of the responses superintendents made in relation -

ship to the first objective (Determine how superintendents perceive
their role with respect to:
a.

Instructional Leader;

b.

Curriculum Director;

c.

Staff Personnel Admin istrator;

d.

Pupil Personnel Admin istrator;
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e.

Financial Administrator;

f.

School Plant and Business Manager;

g.

Public Relations Manager ;

h.

District Structure and Organization Administrator;

i.

General Planner.)

indicated that superintendents have a positive perception of their role
in all the dimensions of the SBQ.

The number of times behaviors were

exhib ited with respect to each of the nine dimensions was above average.
2.

The analysis of the second objective, which is directly related

to the hypotheses (There is no difference in how superintendents in
different-size school districts [large, medium, and small] perceive
the i r role as superintendent with re spec t to the following:
a.

Instructional Leader;

b.

Curriculum Director;

c.

Staff Personnel Administrator;

d.

Pupil Personnel Administrator;

e.

Financial Administrator;

f.

School Plant and Business Manager;

g.

Public Relations Manager;

h.

District Structure and Organization Administrator;

i.

General Planner.)

indicated that no significant differences existed between the superintendents.

All nine null hypotheses were retained (see Table 4, page

38).

3.

In iden t ifying the demands being placed on the superintendents

stated in Objective Three and the first three questions of the section
of this study entitled "Questions to be Answered" (identifying new de -
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ma nds ), the following demands were identified (the three highest ranking
dema nds are given ) .
From the federal agencies, the demands were:
l.

Paperwork in the form of filling out numerous reports, bureau-

cratic "red tape," audits, civil rights surveys, school l unch reports,
etc., that take the time of the superintendent.
2.

The increasing costs to comply with the multitude of regula-

tions, with no increased funding to defray costs.
3.

Federal policies that are unreasonable, restrictive, and are

third party ideas that do not reflect the needs of the local school districts.
From the state agencies, the demands were:
l.

Paperwork in the form of state audits, regulations requil"ing

reports, various new reports (such as the "bubble sheet"), IEPs, work
experience programs, etc., without funds to pay for the increased costs .
2.

Many of the superintendents said that the State Office of Edu-

cation is a good resource and that they had a positive relationship wi th
the various departments.
3.

State agencies are interfering more and more with local auton -

omy .
The local demands were:
1.

Resolving problems of parents-students- staff in terms of more

patron input and teacher militancy.
2.

Superintendents are expected to be members of community and/or

special interest groups .
3.

Coordinating programs with other agencies, and the use of bet-

ter communications .
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Ene rgy dema nds placed on the supe r intendents were :
1.

The in cre as ing cos t s of fuel, mate ri al s for rep ai r and main te n-

ance , repl acement parts, and inflation.
2.

Proper budgeting to take care of energy needs.

3.

l~aking

buildings energy efficient.

The findings for question four of the section "Questions to be An swered" were:
1.

The superintendents perceived that 90% of the local boards of

education \vere dependent on them for data gathering and data analysis.
2.

Ninety percent of the superintendents responded that they were

secure with their boards of education in relationship to reemployment.
3.

Eighty-seven and one-half percent of the superinten dents re-

sponded that they had an excellent-to-good relationship with their local
boards.

They also indicated that they: (1) were the chief executive

officers of the board, (2) set the agenda s for meetings of the board,
and (3) were gi ven full control of the schoo l s in their respective districts.
4.

According to the responses of the superintendents, the three

highest ranking problems they were facing in the state of Utah were:
(1) financial demands in terms of providing more serv i ces on a limited
tax base, dealing with infl ation, and increasing energy costs; (2) time
and resources to provide a quality education for a growing school popu lation; and (3) the expectations of specia l interest groups.
The findings of the item-by-item analysis, association of demographic data with each item in the Superintendent Behavior Question naire, are presented in table and discussion form in Chapter IV or Appendi x C.

It is noted that the relationship may be spurious .

A list of
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the cros s t ab ula ted i t ems that were s igni f icant and t heir l evel of si gnificance is s hown be low or in Appen di x C:
1.

The yearly formal evaluation of te achers crosstabulated with

the superintendents' age.
2.

Significant at

a< =

0.01.

(See Table 10.)

Non-involvement of staff in instructional changes crosstabula-

t ed with the superintendents' non-teaching years of experience .
ficant at o<. = 0.0001.
3.

Signi-

(See Table ll.)

The superintendents' professional improvement crosstabulated

with the number of civic organizations to which superintendents belong.
Siqnificant at ·x = 0.002.
4.

(See Table 12.)

The superintendents ' hiring of the best non-professional staff

crosstabulated with the number of civic organizations to which superin tendents belong.
5.

Significant at

d =

0.01 .

(See Table 13.)

The superintendents' consideration of l ocal values in hiring

crosstabulated with their level of education.

Significant at o< = 0.03.

(See Table 14.)
6.

The superintendents' over-budgeting crosstabulated with the

number of civic organizations to which superintendents belong .
cant at ...,/. = 0.01.
7.

Signifi-

(See Table 15.)

The superintendents' seeing that adequate student transporta-

tion is provided crosstabulated with the number of civic organizations
to which superintendents belong.

Significant at "":>< = 0. 002.

(See Table

16 . )

8.

The superintendents ' seeing that adequate student transporta-

tion is provided crosstabulated with local boards ' dependence on the su perintendents for data.
9.

Significant at

d =

0.004.

(See Table 17.)

The su perintendents' keeping their offices open to all commu-
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ni ty members crosstabulated with thei r l evel of education.
at

.X =

0.02.

10.

Significant

(See Tab le 18 . )

The superintendents' always t ak ing a neutral stand crosstabu-

lated with the numbe r of civic orga nization s to which superintendents
belong.

Significant at o<= 0.0009.

(See Table 19.)

Conclusions
1.

From the data received from the superintendents , it can be con-

cluded that they generally have a positive perception of their role as
superin tendent of schools.

Most of them seemed to understand what they

had to do in their positions and had little difficulty with the board
interfering in administrative aspects of running the school district .
2.

It can be concluded from the data that superintendents in Utah

have a homogeneous perception of their role as superintendent of schools
with respect to the nine dimensions in the Superintendent Behavior Ques tionnaire .

What brings this about i s not known , but a common educa tion-

al background, a simi la r socio- economic background, and the sma ll number
of district superintendents could have something to do with it.

The

many meetings the superintendents go to (such as the meetings called by
the state educational agencies or the Society of Superintendents) could
bring about a commonality of role perception.

If there are significant

differences among the variables, the study as designed was not discriminating.
3.

From the information obtained from the writer's personal inter-

view of each superintendent, it can be concluded that new dema nds (i.e.,
government repo r ts, compliance regulations and non-discri minati on reports, building code requirements from the Occupat ional Safety and
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Health Agency and state agencies, etc.) have impac ted on the superintendents .

Such encroachme nts are taki ng more time away from their instruc-

tio nal leadership role and requiring that super intendents spend more
ti me at their desks completing required forms.
4.

The autonomy of local school boards, and thus the discretionary

authority of the superintendents in Utah, is being eroded by both federal and state regulations and statutes that demand local board compliance.
5.

It can be concluded that the greatest problem facing superin-

tendents in Utah today is getting the financial support from the state
and local sources they consider necessary to continue to finance an adequate educational program for a growing population of students and everincreasing inflatio nary spira l.
6.

It appears that because of the homo ge neity of the superinten-

dents' role perception, there is no need for the state legislature or
the State Office of Education to define their role.

The definitio n

problem, then, should be left to the local boards of education and the
superi ntendents.
Recommendations
1.

If further study of the superintendency is undertaken, it is

recommended that the resea rchers attempt to determine if the homogeneity
of role perception found in this study is a reality and, if so, the
causes of it.
2.

It is recomme nded that a more effective technique for checking

how the superintendent spends his working day be found.

The calendar

analysis as original ly planned in thi s study was not prod uct ive.
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CODE #_ _ _ _ __
INSTRUCTIONS FOR COMPLETING THE QUESTIONNAIRE
On the following pages is a list of 37 items that may be used to
descr ibe your behavior as superintendent. Each item describes a specific kind of behavior, but does not ask you to judge whether t he behavior
is desirable or undesirable. This is not a test of ability. It asks
you to describe, as accurately as possible by circling the appropriate
number, your actual behavior as superintendent.
NOTE: The questionnaires are completely anonymous. Your name should
not appear on the questionnaire . The data will be strictly confidentlal, and no superintendent ' s name will appear in the study.
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SUPE RINTENDENT BEHAV IOR QUESTIONNAIRE
0('~
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1.

The superintendent sees to it
that teachers are evaluated on
a formal basis at least once a
year, and that reports on these
evaluations are presented to
the school board.

2

3

7

2.

The superintendent sees to it
that regular in-service seminars, workshops, and institutes
are conducted frequently for
te achers .

2

3

4

5

6

3.

The superintendent is familiar
with and encourages teachers to
use new and improved methods
and innovations as soon as they
are available .

2

3

4

5

6

4.

The superintendent spends much
time developing instructional
programs and working closely
with his principals in this regard.

2

3

4

5

6

7

2

3

4

5

6

7

Curriculum
5.

The superintendent encourages
staff members to investigate
new curricula through visits to
other schools, reading, re search, and experimentation .
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(Circle One)
6.

The superintendent has committees of staff members in on all
major decisions involving the
changing of the instructional
program, selection of new textbooks, audio-visua l aids, and
other instructional supplies.

7.

The super·i ntendent, together
with the board, makes most of
the curriculum and instructional changes without getting the
staff very involved.

2

3

4

5

6

8.

The superintendent spends much
time reading professional articles, attending professional
conferences, doing his own research, and writing for professional journals so that he will
become fam il iar with the recent
curriculum trends.

2

3

4

5

6

2

1

3

1

4

1

5

1

6

7

Staff Personnel Administration
9.

In considering promotions, the
superintendent usually favors
staff from within the system
over outsiders .

2

3

4

10.

The superintendent sees to it
that the best non-professional
staff (i.e., caretakers, repairmen, stenographers, and
busdrivers) are emp l oyed by the
board.

2

3

4

5

6

11.

The superintendent gives consideration to local values or
feelings regarding race, religion, or ethnic origin in filling vacant positions.

2

4

5

6

6

7
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The superintendent promotes the
general welfare of the staff by
means of striving for better
teachers' salaries, reduced
teaching loads, smaller class
sizes, and greater emphasis on
specialization.
13.

The superintendent keeps a
watchful eye on the personal
life of his staff because of
the impact it may have on the
children or community.

2

3

4

5

6

Pupil Pers onnel and Administration
14.

The superintendent establishes
school admission policies, including determination of age,
testing, and planning for parent interviews.

2

3

4

5

6

15.

The superintendent makes final
recommendations with respect to
cases of pupil suspension or
expulsion.

2

3

4

5

6

16.

The superintendent exercises
some control over athletic and
other co-curricular activities
to see that they do not get out
of hand.

2

3

4

17.

The superintendent sees to it
that pupil personnel records
are kept on all pupils, dealing
with such things as census, examination results, and promotions.

2

3

4

7

6

5

6

7
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Financial Administration
18.

The superintendent assists the
school board in resisting demands for higher salaries from
militant teacher groups.

19.

In drawing up the budget, the
superintendent places the educational needs of the school
children above such factors as
costs to the taxpayer.

2

3

4

5

6

20.

The superintendent makes full
use of teachers and other staff
in drawing up pertinent items
of the budget.

2

3

4

5

6

21.

The superintendent "overbudgets" on his original draft
in anticipation of large "cuts"
by the school board.

2

3

4

5

6

22.

The superintendent, through his
staff, establishes adequate
procedures for the handling and
accounting of funds.

2

3

4

5

6

7

6

7

7

School Plant and Business Management
23.

The superintendent conducts
surveys and constantly keeps
up-to-date to predict future
building needs and trends.

2

3

4

24.

The superintendent develops and
conducts efficient programs of
plant operation and maintenance.

2

3

4

25.

The superintendent makes recommendations to the board with
regard to the selection of
types of buildings required,
school sites, contractors, and
architects.

2

3

4

5

6

6

7
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26.

The superintendent favors local
firms of contractors, subcontractors, and architects over
outside firms, all things being
equal .

27.

The superintendent, with the
board, formulates and enforces
policies governing the use of
school facilities by community
groups.

2

3

4

28.

The superintendent develops an
adequate system of pupil transportation .

2

3

4

5

6

6

7

Public Relations
29.

The superinten dent keeps his
office open to all community
members at all times.

2

3

4

5

6

30.

The superintendent actively
supports worthy community organizations by speaking to the
groups or by holding office in
them .

2

3

4

5

6

31.

The superintendent establi shes
regular channels of communication with local newspapers,
radio, and television.

2

3

4

5

6

32.

The superintendent leaves the
responsibilities of public rel ations to the board and staff.
He lets the board members interpret their policies to the
public, and principals and
staffs handle the schoolcommunity relations.

2

3

4

5

6

7
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Administrative Structure and
or g.anization
33
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The superintendent spends more
time in the local area than on
other state or regional projects and conferences.
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2
1

3

4

5

6
1

1

1

1

34 .

The superintendent urges people
whose personality and ability
are respected to run for the
school board, and sometimes
even gives them a helping hand.

2

3

4

5

6

35.

The superintendent provides
board members with an agenda at
least two or three days before
each board meeting .

2

3

4

5

6

36.

The superintendent always tak es
a neutral stand on issues on
which the community is evenly
di vided.

2

3

4

5

6

2

3

4

5

6

Ge ne ral Planning
37.

The superintendent gives much
of his effort to the develo pment of long-range plans for
the growth and improvement of
the school system.

,

7
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PERSON.~L

l.

DATA

What is your present age?
20-29
30-39
40-49
50-59

60 or over
2.

How long have you held your present position (including present
year)?
0-5

6- 10
ll-15
16- 20
21 or over
3.

How many years of experience have you had as?
superintendent
principal
other
======total years' experience as an administrator

4.

How many years of teach i ng experience did you have before becoming
an administrator?
0-3

4-6
7- 9

10-12
13 or over
5.

How ma ny years of non-teaching experience did you have before be coming an administrator?
0-3

4-6
7-9

10- 12
13 or over
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6.

What le vel of educati on have yo u at ta ined ?
f·1A/I~S Degree
MA/f·1S + 30
Education Specialist
Doctorate

7.

What civic organizations do you belong to?
Chamber of Commerce
Lions
Kiwanis
Rotary
Others - Name them -------------------------------------

8.

What professional organizations do you belong to?
AASA
Utah Society of Superintendents
Utah School Boards Association
ASCD
Others - Name them -------------------------------------

9.

What is the average number of hours per week you work?
35-39
40-44
45-49
50-54
55-59
60 plus

10.

Do you feel secure with your board of education as far as reemployment i s concerned?
Very secure
Secure
Fairly secure
Not secure
Very insecure

11.

Is your board of education dependent on you for data gathering and
data interpretation?
Totally
Almost always
Somewhat
Almost never
Never
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INTERVIEW GUIDE
12.

Please describe your relationship with your local board of education.
Are you the executive officer of the board?
Do you set the agenda?
Are you given full control of administering the schools of the district?

13.

What demands are being placed on the superintendency by federal
agencies, such as compliance with Section 504 regulations, implementatio n of PL 94-142 regulations, compliance with Affirmative Action requirements and other federal laws and regulations that demand the time of the superintendents?

14 .

What demands are being placed on the superintendency by the state
agencies, such as compliance with competency-based high school
graduation, compliance with regulations requiring implementation of
cost accounting procedures, and compliance with school building
planning and construction regulations and student transportation?
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15 .

What demands are being placed on the superintendency at the local
level, such as patron, board, other community agencies, hearings
and time spent with legal counsel, etc.?

16.

\~hat other demands are being placed on the superintendency in terms
of lighting, heat, and the energy crisis?

17.

Name what you consider to be the three major problems facing superintendents in the state of Utah today.
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OTHER CROSSTABULATIO N TABLES
Table 20
Yearl y Forma l Evaluation of Teac hers Crosstabulated
with Superintendents' Perception of Reemployment
Security of Reemployment
Fairly Secure
Secure

Behavior

Very Secure

Almost Never

2

0

2

4

Occasionally

4

4

0

8

Al most Al ways

17

9

2

_1!_l_

Total

23

13

4

40

x2 = 5.97 wi th 2 degrees of free dom
Cramer ' s V = 0.39

Total

Si gnificance

0.05

Table 21
Superintendents ' Encouragement of Teachers Using New Inno vations
Crosstabulated with Their Perception of Reemployment

Behavior

Very Secure

Security of Reernp 1oyment
Fair ly Secure
Secure

Tota l

Occasional ly

11

9

0

20

Almost Always

12

4

4

20

Total

23

13

4

40

x2 = 5.97 with 2 degrees of freedom
Cramer ' s V = 0.39

Si gnificance

0. 05

82

Table 22
Involvement of Staff in Instructional Changes Crosstabulated
with Superintendents' Level of Education

Behavior

Level of Education
Doctorate
HA/11S + 30
Ed Sp

~1A/11S

0

3

8

5

22

35

9

5

25

40

Occasionally
Almost Always

0

Total

Total

x2 = 7.74 with 3 degrees of freedom
Cramer ' s V = 0.44

Significance

0. 05

Table 23
Superintendent Having Final Dec is ion on Expulsion Crosstabulated
with the Number of Civic Organizations to
Which Superintendents Belong

Behavior

0

Almost Never

5

Occasionally

3

Almost Always
Total

Number of Organizations
l- 2
3-4
2

Tota l
8

7

2

12

4

___lL

0

20

12

25

3

40

x2 = 9.51 with 4 degrees of freedom
Cramer's V = 0.34

Significance

0.05
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Table 24
Superintendents' Over-Budgeting Crosstabulated
with Their Level of Education

Behavior

MA/MS

Almas t Never

0

Le vel of Education
1-1A/MS + 30
Ed Sp
Doctorate
8

Occasion a 11 y
Total

9

Total

3

23

34

2

_2_

6

5

25

x2 ; 9.19 with 3 degrees of freedom
Cramer's V; 0.48

Significance

40
0.03

Table 25
Superintendents' Favoring Local Firms
Crosstabulated with Their Age
~

Behavior

30-39

Almost Never

2

Occasionally
Almost Always
Total

4

40-49

50-59

4

3

11

13

16

17

x2 ; 13.09 with 6 degrees of freedom
Cramer ' s V; 0.40

60 and Over

Total

2

6

0

8
26

3
Significance

40
0.04

84

Tab le 26
Superi n ten dent and Board Contra l of the Use of Schoo l Facilities
Crosstabulated with the Number of Civic Organizations
to Which Superintendents Belong

Behavior

Number of Organ i zations
l- 2
3- 4

0

Oc casionally

3

Al most Always

ll

22

Total

12

25

2

Tota l
6
34

3

x2 = 6. 88 with 2 degrees of f reedom
Cramer's V = 0. 415

40

Significance

0. 03

Tabie 27
Superi ntendents' Support of Community Organizations
Crosstabulated with Their Age
~

Behavior

30- 39

40- 49

Occasiona ll y

0

7

Almost Al ways

4

9

16

2

31

Total

4

16

17

3

40

x2 = 8.2 wi th 3 degrees of freedom
Cramer's V = 0.45

50-59

60 and Over

Total
9

Significance

0. 04
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Table 28
Board Interprets School Policy to the Community Crosstabulated
with Superintendents' Le vel of Education
Level of Education
MA/MS + 30
Ed Sp
Doctorate

Behavior

MA/MS

A1most Never

0

3

2

15

20

Occasiona lly

0

5

3

9

17

0

1

3

5

25

40

Al most Al ways
To ta l

9

x2 = 15.34 wi th 6 degrees of freedom
Cramer's V = 0. 44

Significance

Total

0.02

Table 29
Superintendent Always Tdk ing a Neutral Stdnd
Cro sstabu lated with Distri ct Size
District Size
Large
~~edi um

Behavior

No Response

Almost Never

0

2

Occasionally

0

9

Almost Always
Total

x2 = 14.51 with 6 degrees of freedom
Contingency Coeffic i ent = 0.52

Sma ll

Total

5

4

11

9

8

26

0
12

14

3

13
Significance

40
0.02
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Ta bl e 30
Effort Superintendent Gives to General Planning Crosstabulated
with the Superintendent's Non-Teaching Experience
Years of Non- Teaching Exeeri ence
10-12
4-6
7-9

Beh avior

0- 3

Occasionally

7

2

2

0

11

Almost Always

14

13

0

2

29

Total

21

15

2

2

40

x2 = 7.9 with 3 degrees of freedom
Contingency Coefficient = 0.41

Total

Significance = 0.05
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